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EMCMEet (Goal is a paper bovering each “bu]]et"'in the outline in no more than
one single-spaced page. Suggested thrust of each mamisReches
portion of the paper indicated in parantheses)

1. INTRODUCTION | . _ -

--Historical retrospect.

(Trend toward strengthening of the “"COmmunity" concept and adding
to DCI responsibilities reffected in E.0. 11905, Presidential memo
of 5 Nov 1971,and external studies of intelligence activities.)

--Relationship of management,structure and performance

(Effective functioning of the intelligence effort depends on a
management and structural arrangement which €its the prevailing
concept of what the U.S. intelligence program should besm e.g.,
tightly controlled centrally, loosly coordinated, etc.)

--What the country seems to want out of intelligence management

(Assurance the needed information is available to %he Government,
while at the same time the operation is efficient in terms of
dollar use and is not doing illegal or improper things.)

--The need to balance DCI responsibilities and authorities.

(Existing directives and the functioning of the Community have
moved the DCI into a central role, but he has been given
responsibilities without commensurate authorities. These need
to be brought in balance either by strengthening authorities or
reducing responsibilities.)

II DCI RESPONSIBILITIES AND AUTHORITIES

-As intelligence advisor to the President.
: -&uacv.qf authonity depgnds .qn what Pregident nfﬂl‘,,gﬁg;;‘pxp:qtg from the

s DCI; jf the President expects to hold the DCI accountable as mahager of
the Community, the DCI authorities are inadquate.)
- As intelligence advisor to the Congress o

(Clarification needed as to DCI's freedom of action and limitations.)
- As producer of national intelligence

(Responsibilities are clear, but several management issues are involved,
as indicated in Section III.)

- As protector of sources and methods
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- As operating head of the Central Inte111gence Agency

(Relatively minor amendments to the National Security Act of 1947 and the
CIA Act of 1949 would be helpful, but authorities are generally adequate )

- As the "manager" of the Intelligence Community
r ]

(Respons1b111t1es and. authorities are not commensurate here, as is
explained in more detail in Section III following.)

III. DCI INVOLVEMENT IN MANAGEMENT PROBLEMS OF THE INTELLIGENCE COMMUNITY

The following problem areas are in terms of the three specific areas umellitth
PRM-11 requested be reviewed: The DCI as intelligence adviser to the President,
as the official responsible for production of national in&&lligence and as the
manager of the natiomal foreign intelligence program and budget. Since the DCI
must hdvise the President on all aspects of the intelligence program,all problem
areas not directly and specifically related to production or resource allocation
are mmimme 1isted as related to the DCI's Presidential- ad1vsory role,

As adwisor to the President

- Assuring the availabig&iay of national intelligence as needed

(Direct tasking authority of the DCI applies only to CIA;fwisk

use of resources of other organ1zat10ns depends upon cooperation
and coordination. Jhis prob]em is 0art1cu1ar1y important in
cr1s1s s1tuat1ons )

-Assur1ng proper interface and maximum comb1ned utilization of nat10na1
and tactical reesswesss intelligence resources

(m® Defense Department concern that this could lead to some measure
of DCI control of tactical intelligence resources has pxumunﬁad
deterred approaches to this problem.)
-Prevention of 11legal or improper intelligence activities. ‘
(DCI authorities in this area anply only to CIA AQWNSMEE activities.)
-Protection of sensitive intelligence sources and methods
(DCI can admonish but has no investigative authority outside of CIA,
and no criminal sanctions apply unless aid to foreign government
can be shown.lLegislation such as H.R. 12008 would be helpful.)
-Coordination of counterintelligence activities

(Lack of national-level policy guidance ié hurtful to the effort;
DCI needs additional coordinating authority.)
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~ Control of compartmentation/decompartmentg;jon ;-

(Machinery for earxraXxExigkx makinq chénges exists, but
individual organizations can delay procedures by- exerc1s1ng
their prerogatives.)

- Transition to wartime functioning
r 4

(Under present arrangements, in the event of major war involving an
an attack on the United States,existing arrangements would not
support the DCI in his role as advisor to the President.)

- Evaluation of Community performance
(The IC Staff is the DCI mechanism for this.)

- As_the producer of national'intelligence

= Identifying consumer needs and priorities
(Arrangements exist on paper, but need more rigorous execution,
e.g., NSC semi-annual review.)
-Validation of requirements »
(Arrangements adequate in SIGINT and imagery area,not in HUMINT)
- -Allocation of collection tasks
(DCI Tacks directive authority;individual managers control.)
~Improving the intelligence product.
(Adequacy of resources is the gquestion hefe.)
-REXEKARMENEXQ Development of net assessments
(Problem exists only where US forces are involved;in this case
intelligence ga should be prepared to play the "Red" side.Where
US forces and capabilities not involved, intelligence should
further %kzxz develop its capabilities for complete net assessments.)
--Interface between national and departmental production

(DCI has no control over departmental production,®m even where it is
completely duplicative of national production.) -

As manager of the National Foreign Intelligence Program b
-Organizational Timitations on the DCI role

(In PRC review,DCI is one of four voices even though he is chairman.
Departmental prerogatives run directly counter to a strong DCI role.)
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-The budget review/program development process

v

(Lack of clear DCI authootty for direct access to intelligence
program managers, regardless of their organizational location, .
restricte his courses of action.)

~Planning for the future
(Further development of the IC Staff program is needed.)
~Inter-program resource transfers

(The ability of the DCI to do this will be a measure of the reality
of his role as manager of & intelligence Community resources.)

An overall ssssw-assessment

(A summary of the key problem areas identified in*the foregoing part of
this section as they relate to authorities and responsibilities of the DCI.)

IV CONCEPTUAL OPTIONS FOR THE FUTURE

Determination of the proper role of the DCI and how the Intelligence Community

P should function and be:controlled is dependent on the basic concept with which
the U.S. intelligence effort is addressed. The following are the primary
alternatives. , _

(Pros and cons will be 1isted for each of the following)

- The Intelligence Community should be a tightly controlled hierarchical
structure, or a very loosely connected group of organizations that acts
Jointly on he the basis of voluntary coordination.

--The DCI should function as line manager of the Intelligence Community,
or he should be a first-among-equals who serves as leader without
directive authority

--An integral combined budget for the combined elements of the Communi ty
will be prepared centrally, or each department and agency having
intelligence capabilities will be solely responsible for development of
its budget. _ :

--Production of national intelligence will be a coordinated effort involving
all major production offices, or it will be essentially a CIA responsibility. B

V. ORGANIZATIONAL OPTIONS FOR THE FUTURE

The basic concept that the President and his National Security Council have as -
to how the Intelligence Community should function will determine whether and to
what extent organizational changes are changes. The structure and functioning
%  of the Intelligence Community should reflect. which the the cencepts outlined in
Section IV are held by 'the President and the NSC. The following, with their
pros and comppmewnsimasmmmmamrmegmmamamo@gﬂm-z .
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